But in accounting for personal inefficiency in
seeking a highly desired goal, a likely place to
look for reasons is in the promises held out by
hard work. Does it promise success and rewards?
Or does it promise failure and punishment? In
this case, what factors are there driving the
trainee away from hard work? Intensive
interviewing suggested two related negative
factors: (1) the pervasive fear of failure and (2) a
fear of unfair evaluation of work.

Failing flight training was a terrible thing to
the average cadet. Many flight-failures were
practically ready for suicide. And the possibility
of failure was kept continually uppermost in the
minds of the trainee-pilots. Instead of being a
chance to learn, to demonstrate skill, to get on
toward the goal, every flight, every hour of
ground school, became a fearsome chance to
flop, to fail. This pervasive fear of failure was
enhanced by the students feeling that success or
failure was often an accidental matter. They
rightly or wrongly, had the feeling that all a
fellow had to do to wash-out was to pick a bad
instructor, or to come before a grouchy board or
to get caught by a tricky gust of wind and
ground loop just once.

In such a situation, real efficiency is highly
unlikely. Every hour of work involves high-level
conflict. The person desperately wants to
succeed and desperately fears failure. If, at any
moment, the possibility of failure seems equal to
or greater than the possibility of success, a
person just cannot get wholeheartedly involved
in work. Of course, any time the person tries to
succeed at something it must be realized that
one must "take the bad with the good," one
must suffer some, one must run some risk of
failure. If the suffering and risk seem greater
than the rewards of success, however, no effort
will be made. If the disagreeable aspects of work
are too strong, if it looks to one as if the reward,
instead of fitting the effort and performance, is
a matter of luck, one's behavior will be
continually jittery, inefficient, and full of
conflict.

If the chances of success are reasonably
good, it appears that success is not accidental
but fairly and inevitably dependent on high
effort and good performance, personal morale

will be high and work will be efficient. The
hardships of work will be taken in stride.

You can put your crew in a similar situation
without half trying. It's relatively easy for a CPO
to make a crew lazy. All you have to do is to
bawl out one who is really trying to do one's
best or fail to notice good work when your crew
does it. If you are going to get your crew to
work, you must fix it so that hard work pays
off. And you must arrange things so that doing
nothing isn't safer than honest effort.

In many everyday situations, where
individuals are caught in a paralytic conflict, the
flow of behavior may be only momentarily
interrupted. We all have fleeting moments of
indecision arising out of small conflict, We
generally have little trouble in "reaching a
decision/' What happens is that one need
becomes stronger than the other and
behavior-as always-follows the strongest need.

There are those of course who will continue
to say that the conflict-bound individual is just
lazy. And they say that so-and-so, being lazy,
needs nothing so much as a good swift kick in
the stern sheets. Such a diagnosis is never
adequate and such -a treatment, while it may
produce activity of some sort, will hardly result
in enthusiastic work. Work happens when work
promises rewards to the many needs of the
worker. Work will not happen if it promises
frustration and unpleasantness. Generally
speaking, the more reward-promising the work,
the more enthusiastic the worker. If the rewards
outweigh the handicaps, the handicaps will be
taken in stride.

MENTAL SICKNESS

Mild reactions to conflict and frustration are
strictly normal phenomena. They occur every
day and must be dealt with every day. Extreme
behavior is classed as neurotic or psychotic
(nervous or mental disorders) if it persists.

The CPO will not be called upon of course,
to diagnose or treat an extremely abnormal
behavior. But the CPO should be able to
recognize abnormal behavior when it occurs in
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